SOAR (Safety Observations Achieve Results) Process

Description

Itisthe strategy of the ldaho National Laboratory (INL) to establish and sustain aBehavior Based Safety
(BBYS) processto significantly impact workplace at-risk exposuresand injuries. TheBBS processat the INL
isentitled SOAR (Safety ObservationsAchieve Results). The SOAR process promotes safework practices
through enhanced worker awareness. SOAR isan employeeinvolvement and worksiteanalysistool withinthe
Voluntary Protection Program (V PP) and it supportsthe INL vision of aninjury-freeworkplace by reinforcing
safe behaviorsand eiminating at-risk behaviors.

ThelNL SOAR Process providesaway to measure observed behaviorsagainst defined standards. Observation
and feedback discussionsare the essence of the processand provide mechanismsfor positively reinforcing
safe behaviorsand seeking commitmentsto improveat-risk behaviors. Theam of the observation and feedback
processisto prevent exposuresand injuriesin theworkplace. It isaproactive approach to safety performance
improvement. Implementation isachieved with trained observerscommitted to performing observationswith a
work forcethat acceptstheir value. The essential e ementsof the SOAR processincludestheinvolvement of
al employees, oneto onefeedback, the collection of observation data, data-driven decis on-making processes,
and management’svisible, on-going support.

The SOAR processisdirected by the SOAR/BBS Subject Matter Expert (SME) and at thefieldlevel is
managed by theloca employee safety teams(EST). SOAR leadership rolesand responsibilitiesare
described bel ow.

SOAR Observersaretrainedin the proper gpproach and techniquesfor performing observations. The Observers
emphasi zethe reinforcement of safe behaviorsand as needed provideinput to correct at-risk behaviorsplus
discusswiththeobservee“why” certain behaviorswere demonstrated during thework evolution. Datagathered
through observationsisenteredinto thelaboratory-level SOAR database. During an observation, theindividua
observation dataisnot analyzed, nor istheidentity of the person being observed identified. Rather, behavioral
trendsarereviewed, analyzed, and interpreted by the SOAR coordinator and local EST teamsfor the purpose
of developing correctiveactionsandincreasing safe behaviors. The purpose of datamanagement isto anayze
the data, produce appropriate reportsand graphs, and prepare datapackagesto assi st the EST and management
inmaking safety improvement decisions. Observation anaysesare communicated to empl oyees.

Performance I ndicators

1. Percent Safe and Percent At-Risk Behaviors— Cal culated from observation data. Datato be
generated monthly on anincremental and cumulative basis. A top ten will be generated with thetop
behavior (may includetop 2 & 3if appropriate based on percentages) thefocus (communications,
training, etc.) for thefollowing month.

Contact Rate—Total observations asapercentage of population.

Percent active Observers (Observer participation rate) — The number of active observersdivided
by total number of peoplein the population and asapercentage of the observer population. The
number of active observerstototal populationwill befor comparisonsof theratio of observersto
total population for month to month and area(site, etc.) to areato establish and monitor thelevel of
effort. The percentage of the observer population will show the effort within that popul ation for the

previoudy said comparisonsamong the observer population.
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4. Action Planslssued and completed per Month (BBS SME, EST) —A datadriven correctiveaction
plan that addressesan at risk behavior. The number of action plansissued; and, action plan status
metrics.

5. Observation sheet comment quality —Semi-qualitative assessment of the accuracy and
completeness of checklists; and, at-risks behaviorsare accompanied by well-written commentsthat
describe‘what’ wasat-risk and ‘why’ theworker said they weredoing it.

6. Coaching Effectiveness—Number of observations completed with acoach/mentor, or how many
coaching/mentoring contactswere made per observer per month.

Indi cators are subject to change dependent on the evol ution of the program. Error precursor Top Ten,
comment report output, and key word search of commentsto be programmed in database to support
andyss.

Roles & Responsibilities

Environmental Safety Health & Quality (ESH& Q), Directorate

ESH& Qistheprimary organizationa sponsor of the SOAR process

L/MT Sponsor to SOAR

TheL/MT sponsor to the SOAR SCisresponsiblefor providing vision and removing roadbl ocksfor the
SOAR processand serving asliai son between the SOAR SC and the | eadership management team.

SOAR Steering Committee (SOAR SC)

Thelaboratory SOAR SCisresponsiblefor:

Promoting, championing, and supporting involvement inworker safety

Attend SOAR team meeting(s)

Facilitatetheimplementation of SOAR inyour respectiveareas(may includeBBSand BBS
Obsarvation Training)

Devel oping and issuing acharter, Strategic plan and Implementation plan

Monitoring laboratory-wideimplementation of the SOAR process

Establishing thelaboratory master observation checklist

Establishing the process performanceindicators

Establishing and communi cating the management critical behaviors

Seeking and sharing new educational and training materialswiththe ESTs

Promoting positivereinforcement (R+) of individual and team successes (observers, observees, or EST)
and sharing lessons learned and best safety practices throughout INL to ensure the most effective
implementation of SOAR/BBSprinciples

Coordinating theintegration of SOAR/BBS conceptsand practiceswith other INL initiatives,e.g., Integrated
Safety Management System (1ISM'S), Human Performance and Voluntary Protection Program
Utilizingthe L/MT asappropriatefor the most effectiveimplementation of SOAR conceptsand action
plansthroughout INL

Conducting periodic assessmentsto measure effectiveness of the SOAR processin reducing therisk of
injuriesto employeesboth onan off-site

Periodicaly benchmarking INL SOAR/BBSimplementationwith best practicesof other successful initiatives
external tothe Laboratory.



SOAR/BBSSME

+ Directthe SOAR[BBS] processlaboratory wide

+ Providetechnical directiontotheL/M team and VV PP management champions

»  Strategizewith the VPP Program Coordinator to institutionalize BBSinto the VPP process

+  Strategizewiththe Center of Human Performance to incorporate techniquesand tool s of human
performanceinto the SOAR process

+ Interact withthe EST Chairsviathe VPP Program Coordinator and the LEST co-chair

+ Chair the SOAR Steering Team

+ Publishand distributethe SOAR Strategic Plan and Implementation plan

+ Publishand distributethe SOAR Steering Team charter

+ Managethe observation database

+  Providethetechnica input for SOAR training and education

« Bethefoca point for [aboratory wide communicationsregarding SOAR

+  Providerecommendations mitigating at-ri sk behaviorsthat impact theworkplacelaboratory wide

+  Provideinput totheAnnual DOE VPP Report

+ ParticipateintheVPPANnNnua Evaluation (Nov)

+ Managethe SOAR budget

«  StatusBBSperformanceindicators.

SOAR Coaches

+  Attend SOAR team meeting(s).

+ Facilitatetheimplementation of SOAR inyour respectiveareas(may includeBBSand BBS
Observaion Training).

+  Serveasthesub-team chair for SOAR ontheir respective EST.

+  Recruit sub-team membersas needed.

+  Using sub-team membersand other expertiseretrieve and distribute reportsfrom the database and
interpret the observation datathen communicateresultsat themonthly EST meetings. Provide
recommendationsmitigating at-risk behaviors.

+ Facilitatejob/task specific observation checklists.

+  Mentor trained observers.

»  Encourage/participateinareaDO-IT(9).

+  Enter observation datainto database as needed.

+  Communicate successesand post SOAR information on display/bulletin boards.

Employee Safety Team(s)

TheESTsserveasthefocal point for the BBS process. The ESTsareresponsiblefor:

« Allotting sufficient time during the EST meeting to analyzethe observation dataand devel op effective
action plans. Action plansaretracked to compl etion.

+ Develop areaspecific checklistsasappropriate.

+  Encourageactive observer involvement.

«  Providepostivereinforcement to al employeesasappropriate.

»  Mentor/coach observersand potentia observers.

«  Communicate safety improvement information to employeesinthearea



Employees

Employeesareresponsiblefor:

Performing work safely

Participatingin SOAR/BBStraining asitisprovided

Volunteer to be an observer

Taking atime-out when thereisan emerging safety concern that could result in asafety event
Asking to be observed, and being open to receiving feedback.

SOAR Observers

SOAR Observersreceiveformal observer training prior to conducting observations. When they perform
observationsthey observework that isbeing performed during routine day-to-day operations.

They areresponsiblefor:

performing observations

recording the observations on the checklist and entering the datainto the laboratory SOAR observation
database

providing input to thelocal employee safety team.

LineManagement

Linemanagement isresponsiblefor:

supporting the SOAR process by demongtrating the critical management behaviors

- Attend and stay involved in SOAR training and education processes

- Achieveabas c understanding of SOAR conceptsincluding positive reinforcement

- Routinely attend (but not take over) EST meetings

- Stay cognizant of EST actions, issuesand barriers

- Provide sufficient priority, timeand support for SOAR observations
promoting and providing positivereinforcement (R+) of individua safe behaviorsand successes
removing barriers.



